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ABSTRACT

The aim of the current study was to better understand

employee engagement levels in light of the recent
downsizing and restructuring practices. Based on the study

by Chalofsky and Krishna (2009), the relationship between
intrinsic motivation, meaningfulness, and employee
engagement were examined. Given the increasing age trends

in the workforce, engagement levels of an older population
was of high interest. A sample of 252 employees between
the ages 18 and 69 participated in an online self-report

measure of meaningfulness, intrinsic motivation, and

engagement. In support of our hypotheses, results
indicated that work meaningfulness influences intrinsic
motivation and engagement levels that one experiences at

work. Further, a positive relationship was found between

employee engagement and intrinsic motivation, indicating
that jobs that are characterized by higher levels of

intrinsic motivation are associated with greater employee

engagement. Finally, age moderated the relationship
between intrinsic motivation and employee engagement

implying that when intrinsic motivation is low, older

employees report higher engagement levels than younger
employees. However, when intrinsic motivation is high,

engagement levels are much more similar for older and

younger employees. Theoretical as well as practical
implications of these results are discussed.
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CHAPTER ONE
INTRODUCTION

The aging of the world's population is becoming more
salient in the 21st century. By 2050, the number of

individuals over 60 will be one third of the world's
population. Some common reasons for this increase are

associated with the decline of fertility and higher life
expectancies (United Nations Populations Fund, n.d.).
Specific to the US workforce, the statistics reveal that
by 2015, fifty five million employees will be age 45 and
older (Lun & Huang, 2007). Further, between 2004 and 2012,

labor economists expect a 48 % increase of employees ages

55-65 and a 40% increase of those ages 65 and older
(Horrigan, 2004). The aging of the baby boomers, the
economic conditions that are subject to later retirement,
and the proportionally lower birthrates during the late
twentieth century are some stated factors that have led to

the increased prevalence of older persons in the workforce

(Kanfer & Ackerman, 2004). A critical point to consider is

that the aging of the workforce leaves fewer younger
workers to take their place once they retire, a phenomenon

that may be novel to many organizations.
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In an "Older Workers Survey" conducted by SHRM

(2003), more than half of the respondents reported that
their employers failed to take an active role in hiring
and retaining older workers. Hence, the transitioning

associated with the emerging age trends may well change
many aspects of organizational functioning such as hiring,
training, retaining, and motivation of employees (Shultz &

Adams, 2007) . Organizations need to be aware of these
changes and actively consider new initiatives that would
address the needs of an older workforce. In essence, the
aging of today's workforce raises many questions such as:

How are older workers motivated and is it different from
young workers? What keeps older workers engaged?

In addition, the financial crisis of the current
economy has been detrimental to both businesses and

employees alike; making it very challenging to keep,
employees engaged. During the past five years, the total
number of mass layoff events has increased from

approximately 1,500 in August 2004 to 3,000 in July of
2009. The number of initial unemployment insurance claims

filed for these events have amplified from about 125,000

in 2004 to 300,000 in 2009, respectively (Bureau of Labor
Statistics, 2009).
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There are many consequences associated with

downsizing and restructuring practices. From a business
perspective, organizations face heavy workloads and an

insufficient labor market. Thus, the wake of downsizing
requires greater "multi-tasking, increased demands to work

faster, better, longer...and to collaborate as member of

work teams that span across national borders" (Tang,
Sutarso, Davis, Dolinski, Ibrahim, & Wagner, 2008,
p. 868). From an individual perspective, downsizing

practices lead to greater job insecurity, cynicism,
de-motivation, and a lack of trust in management (Baruch &

Hind, 1999; Cartwright & Holmes, 2006; Weaver, 2009).

Escalating citizenship refers to the pressure experienced
by employees who feel the need to portray increased
citizenship behaviors beyond what is expected of them
(Bolino & Turnley, 2003). Tang et al.

(2008) found that

"escalating citizenship" caused by downsizing pressures
can lead to great exhaustion, increased stress levels, and

work-family conflicts among surviving employees; all of

which would ultimately impact the performance and

productivity of the employees and the organization as a

whole. Therefore, when organizational demands are high,
factors that keep employees, especially older ones,
engaged and motivated become of greater concern.

3

Employee Engagement, Intrinsic Motivation,
and Meaningfulness

Employee engagement is a fairly recent organizational

construct that has gained much popularity in the research
literature. Kahn (1990) describes engagement as the extent
to which employees express themselves cognitively,

emotionally, and physically in their1 role performances.
Studies have found that a major consequence associated

with downsizing practices' is the deepening decline of
employee engagement (Bates, 2004; Kowalski, 2003). This is
a critical point for business leaders to consider given
that disengaged employees are estimated to cost U.S.

organizations 300 billion dollars per year in lost

productivity (Fleming, Coffman, & Harter, 2005). Research
has shown that the risks associated with disengaged

workers are particularly high immediately after downsizing
occurs. One study, for example, reported that downsizing
survivors (those who remain with the organization) are

subj ect to quitting 6-12 months post layoffs. Even the
ones who stay with their organization portray
disengagement and lower levels of performance that

ultimately threatens team morale and productivity levels
(Career Systems International, 2004). It can be stated
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that the nature of the psychological contract changes for
surviving employees as a function of downsizing practices.

Ng and Feldman (2009) refer to the psychological
contract as the extent of perceived fulfillment of

obligations owed by the employer to the employee.

Unfulfilled expectations result in a contract breach along
with negative reactions on the part of the employee. The
extent to which employees can tolerate deviations from the
psychological contract without reciprocating negatively in

return is referred to as contract malleability (Ng &

Feldman, 2009). The authors propose that as individuals
age, they will perceive that their psychological contracts
are more malleable and are thereby less likely to react

negatively when their expectations are not met. Others
have found that layoff victims with strong belief in the

ideology of self - reliance, the degree of independence
from employers regarding one's employability, will react

less negatively to their own layoffs than those with less
self-reliant beliefs (Edwards, Rust, McKinely, & Moon,
2003). In support of their findings, Grunberg, Moore,
Greenberg, and Sikora (2008) conducted a longitudinal

study examining the effects of varying organizational

changes on surviving employees. For changes that'were
dominated by layoffs, they found that the nature of the
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psychological contract changed from a mutual sense of

value and loyalty between the employee and employer to one
based on instrumental and calculated gains. Further,
contract breach led to role ambiguity, less job

satisfaction and involvement, lower job security, and
intentions to quit. Collectively, downsizing practices

take a toll on surviving members and threatens their trust

in the psychological contract which can ultimately lead to

negative reactions and reduced productivity.

What role do organizations play in promoting
engagement amongst their employees, especially during

times of economic hardships? Jamrog (n.d.) states that

employers should rely less on extrinsic factors of the
job, such as pay and benefits, and focus more on building

an atmosphere of development and growth. Others argue that
to improve employees engagement, managers should focus on

promoting a sense of meaning and purpose in the work
itself as they are impetus for continued productivity and
high morale; even in times of hardship (Morrison, Burke, &
Green, 2007). Further, Morrison and colleagues suggest
that these factors are present in intrinsic motivational

aspects of the- job. Thus, a logical next question is what
are intrinsic motivational attributes and how are they
relevant to employee engagement?
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Intrinsic motivation, which is an established area of
organizational literature, is presented in "behaviors that

are performed for their inherent interest and enjoyment of

the activity itself" (Dacey, Baltzell, & Zaichkowsky,
2008, p. 570). Ideally, the individual engages in the

activity in the absence of extrinsic rewards such as

money. In contrast, extrinsic motivation relates to

engaging in an activity for the sole purpose of an
external reward such as financial remuneration or
recognition (Deci, 1972). Extrinsic motivational factors

though present in an employee-employer relationship, do
not evoke long term engagement (Morrison et al., 2007).

Rather, it is suggested that for a sustained change, it
would be more provident to influence an employee's
intrinsic motivation versus their extrinsic motivation or

expectations (e.g., raise or promotion).

A recent article by Chalofsky and Krishna (2009)
proposes that there is a deeper level of intrinsic
motivation known as meaningfulness. Further, they explore
the connections between workplace motivation, employee

commitment, and employee engagement. The authors argue

that meaningfulness is the key ingredient to intrinsic

motivation that influences employee engagement levels.
Traditionally motivation has focused on the accomplishment
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of a task. Though the idea of intrinsic motivation is the

congruence of our values and interests reflected in our
jobs, the common assumption is that intrinsically

motivated individuals are satisfied by the outcome of

their performances (Chalofsky & Krishna, 2009). However,
Chalofsky and Krishna propose that meaning, which is a

deeper level of intrinsic motivation, is what employees
seek from their jobs. Meaning in this case focuses on the
purpose of the work itself to the individual versus the

gratification that follows the performance of a particular
task.
Chalofsky and Krishna (2009) further demonstrate that
the incentive of meaningful work goes beyond the notion of

"pay" and is centered on the alignment of our values with
the activities we pursue in life. Meaning in this context

is similar to Csikszentmihalyi's (1990) state of "flow"
where individuals are fully immersed, focused, and

energized in what they do. The significance of

Csikszentmihalyi's. research with respect to the deeper
level of intrinsic motivation presented by Chalofsky and

Krishna indicates that when individuals are in a state of
flow, their performances seem effortless and they are
eager to grow and master more demanding challenges
(Chalofsky & Krishna, 2009). The conceptual framework
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presented by Chalofsky and Krishna is the first attempt
within the research literature that explores the
underlying relationship of intrinsic motivation,

meaningfulness, and employee engagement.
Collectively, the aging of the labor market, the
status of the current economy, and the growing need to

keep an engaged workforce have raised much concern among
business leaders and organizational researchers. Thus, the

current study builds on the conceptual framework presented
by Chalofsky and Krishna (2009) and seeks to examine the
relationship between employee engagement, intrinsic

motivation, and meaningfulness in an attempt to influence

employee engagement levels at work among surviving
employees and more specifically, the older working

population. Based on the presented research, we propose

that meaningfulness is a necessary condition and predictor
of both employee engagement and intrinsic motivation.

Studies by Chalofsky and Krishna (2009) and others have
demonstrated that intrinsically motivated individuals find

meaning in their jobs, and meaningfulness is an essential

component of employee engagement. Further, given the
established positive relationship between age and

intrinsic motivation, it can be expected that the
relationship between intrinsic motivation and employee
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engagement would be stronger for older employees than
younger ones. These expected relationships are presented

in the hypothesized model in Figure 1.

Age
Emotional
Engagement

Cognitive
Engagement

Physical
Engagement

Item I

Item 2

Item 3

Note: The dashed line represents the 4th hypothesis that demonstrates the moderating effect of age on
the relationship between intrinsic motivation and employee engagement. This hypothesis is tested using
sequential regression.

Figure 1. Hypothesized Model: Relationship between
Intrinsic Motivation, Meaningfulness, and Employee
Engagement

Research on Employee Engagement
Despite the increased popularity of employee

engagement as an important organizational component,
discussions on this topic are mainly found in practitioner
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journals versus the academic literature. One reason for

this lack of attention by academics is that employee
engagement is still in its early stages of development and
the lack of sufficient theory based research portrays a

somewhat faddish image of its existence (Saks, 2006).
Another reason is the overlapping definition of engagement

with similar work related constructs such as
organizational commitment, organizational citizenship

behavior (OCB), and job embeddedness (Halbesleben &

Wheeler, 2008; Robinson, Perryman, Hayday, 2004 & Saks,

2006). According to Saks, "engagement is not an attitude"
(p. 602), and unlike organizational commitment that arises

from one's attachment and attitude towards the

organization, engagement is a unique construct associated
with the cognitive, emotional, and behavioral absorption

in one's role performances (Saks, 2006). Likewise, OCB
which constitutes of voluntary and informal extra-role

behaviors, engagement focuses on the employee's core role
performances (Saks, 2006). Finally, via confirmatory

factor analysis, Helbesleben and Wheeler (2008) found that

employee engagement and job embeddedness are distinct
constructs. Further, the authors state that though job

embeddedness refers to the "forces that keep an employee
in the job" (p. 242) such as person-organization fit and
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sacrifices that are associated with leaving a job,
employee engagement is linked to a "positive work-focused

psychological state" (p. 242).
Theoretical Background

The pioneer of employee engagement is William Kahn
(1990) who has sought to identify "self-in-role" processes

during which individuals bring themselves to or remove
themselves from engagement in a particular role. Kahn

defines engaged individuals as those who "employ and
express themselves physically, cognitively, and
emotionally during role performances" (these can be seen

in the right side of Figure 1); and disengaged persons as
those who "withdraw and defend themselves physically,

cognitively, and emotionally during role performances"
(p. 694). He has identified three psychological conditions
that influence employee engagement: Psychological

Meaningfulness, Psychological Safety, and Psychological

Availability.
Psychological meaningfulness according to Kahn is
experienced when individuals feel useful, worthwhile, and

valued for investing their physical, emotional, and
cognitive energies toward a task. The data for this
qualitative, theory generating study was collected from
members of two varying organizations: summer camp
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counselors and members of an architectural firm. Based on
186 experiences, Kahn found a positive relationship

between personal engagement and psychological
meaningfulness. Further, psychological meaningfulness was

found to be influenced by task characteristics (e.g.,
challenge, variety, autonomy), role characteristics (fit
between preferred self-image, status, and influence), and

work interactions (interpersonal relationships). Thus,

meaningfulness was best presented in situations that
promoted challenging tasks, self-promoting roles, and

positive interpersonal interactions .

The second condition for engagement, psychological

safety, refers to experiences that allow for individuals
to employ themselves at their jobs without feeling a

threat to their self-image, status, or career. Kahn found
personal engagement to be highly associated with

situations that promote psychological safety; a state

influenced by group dynamics, management styles,
interpersonal relationships, and organizational norms.

With respect to the current economy, it can be expected
that employees' psychological safety is threatened as a

function of the current downsizing trends. Thus, the

sudden impact of the economic downturn has decreased

employee morale, trust in management, and trust in the
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organizational norms that employees would typically be

accustomed to.
The third condition for engagement identified by Kahn

is psychological availability, which refers to having the

physical, cognitive, and emotional resources that allows
the individual to cope with various demands of work and

non-work related situations. Kahn found that people were
more engaged in situations for which they were
psychologically available. Depletion of physical and

emotional energy, insecurity, and outside lives were found
to influence psychological availability among
organizational members. It can be expected that job

insecurity experienced by downsizing survivors in today's
economy would lessen their emotional, cognitive, and
physical resources, making it challenging to cope with

organizational demands. According to Kahn (1990), job
insecurity generates anxiety and occupies the energy that
would otherwise be invested in personal engagement of task
performances. Thus, organizations play an important role

in alleviating work related pressures faced by downsizing

survivors and others alike. Collectively, Kahn's research
indicates that employee's engagement levels within

organizations are influenced by the degree at which the
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three psychological conditions (meaningfulness, safety,
and availability) are experienced at work.

In confirmation of Kahn's theory of personal
engagement, a more recent experimental study by May,

Gilson, and Harter (2004) explored the determinants and

mediating effects of meaningfulness, safety, and

availability among 199 employees of a U.S. Midwestern
insurance company. In support of Kahn's findings, their

study indicated that all three psychological conditions
had a significant positive relationship with employee

engagement. Among the three conditions however,
meaningfulness had the strongest relationship with

engagement. It was further demonstrated that
meaningfulness mediated the effects of both job enrichment
and work role fit (the conditions for meaningfulness) on

employee engagement. That is, individuals who found their
jobs challenging and perceived a fit between their values
and that of the organization were more likely to find
their jobs meaningful; and those who found their jobs

meaningful were likely to be more engaged.
Saks (2006) also sought to examine the antecedents
and consequences of employee engagement relative to Kahn's
(1990) psychological conditions of engagement:

meaningfulness, safety, and availability. A positive
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relationship was found between job characteristics (a

condition of meaningfulness as proposed by Kahn) and job
engagement, a term analogous to employee engagement that

is characterized by the engagement of the individual to
their work roles. Also, a positive relationship was found
between perceived organizational support (a
characteristics of psychological safety as proposed by

Kahn) and job engagement. With respect to the consequences
of employee engagement, job engagement was associated with

higher job satisfaction, organizational commitment, and
organizational citizenship behavior and negatively related

to the employee's intentions to quit.
The preceding studies on employee engagement shed
light on the concept of meaningfulness as a precursor and
predictor of employee engagement. That is, in order for

employees to be engaged in their roles, they ought to find
their jobs meaningful.

Engagement and Performance

Employee engagement is predictive of many
organizational outcomes such as customer satisfaction,

loyalty, safety, turnover, profitability, and productivity
levels (Gallup Organization, 2006; Harter, Schmidt, &

Hayes, 2002; Saks, 2006). For example, a recent study

found that individuals who find their work engaging and
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meaningful tend to report higher levels of job
satisfaction and are more likely to stay with their
organization than those who do not find their jobs

engaging (Symer & Pitt-Catsouphes, 2007). Nowack (2006)

also found that, highly engaged employees were more
satisfied, had less job stress, and higher retention rates
than less engaged employees. In a similar study on a large

sample of UK employees, Gallup organization classified

employee engagement into three categories: non-engaged
employees, engaged employees, and disengaged employees.

Non-engaged employees who represented more than 63% of the
sample, were productive in a sense of doing the job, but
were psychologically disconnected from their organization.

Further, they were instrumentally (i.e., extrinsically)

motivated and subject to higher rates of turnover. Engaged
employees represented only 17% of the sample and were

characterized as loyal, committed, productive, and
task-effective. The third category were disengaged

employees who represented the remaining 20% of the
sampling population and were characterized as being
physically present but psychologically absent from their

work roles (Buckingham, 2001). One question that may arise

as a function of these differences is whether a difference
exists among the intrinsic motivation of employees who are
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engaged versus those who are non-engaged or disengaged.
Thus, it can be implied that engaged employees which in

this case represent less than one fifth of the sampling

population bring "dimensions of themselves" to the work
and "devote personal energies into physical, cognitive,
and emotional labors" (Kahn, 1990, p. 700). In contrast,

non-engaged and disengaged individuals who represent more
than 80% of the sample are disconnected from their roles,

inferring that such individuals are intrinsically

disconnected from their positions and more driven by the
extrinsic aspects of their jobs. Thus, one of the primary

purposes of this study is to examine the direct
relationship between intrinsic motivation and employee

engagement. We propose that employees who are more
intrinsically motivated are also likely to be more engaged
(see Figure 1).

Engagement Relative to Age

A limited number of academic studies have examined
the relationship between age and employee engagement and
those that are available portray contradictory findings.
For example, based on a survey of over 10,000 employees in

14 organizations, Robinson et al.

(2004) found a decline

of employee engagement levels with an increase in age and
terms of service. Contrary to their findings, however,
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other researchers have found a positive relationship
between age and employee engagement. More specifically,

Pitt-Catsouphes and Matz-Costa (2008) examined the effects

of flexibility at work on employee engagement. Generally,
a positive relationship was found indicating that the more
flexibility that an employee experienced at one's job, the

more engaged he/she was. However, among individuals with
flexible work arrangements, those 45 years of age and

older were more engaged than their younger counterparts.

James, Swanberg, and MacKechnie (2007) also examined
the relationship between employee engagement and age.

Younger employees were specified as those 54 years of age
and younger who represented 88% of the sample and older
employees were specified as those 55 years of age and
older who represented the remaining 12%. Their results

based on survey data of over 6,000 employees ages 18-94
from a U.S. based retail organization revealed that older

workers (ages 55 +) were significantly more engaged that
younger employees (ages 54 and younger).
Relative to age, a study by Avery, McKay, and Wilson
(2007) looked at the interplay between employee age,

perceived co-worker age composition, and satisfaction with
co-workers on employee engagement. Their results revealed

that age moderated the relationship between employee
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engagement and co-worker satisfaction. More specifically,
for older workers (55 and older), perceived age similarity

with co-workers was associated with higher levels of
engagement when they were highly satisfied with co-workers

of the same age group than younger age groups (40 or

younger)

(Avery et al., 2007). Overall, the relationship

between age and employee engagement is limited and

inconsistently defined in the research literature. Thus,

another purpose of the current study is to examine the how
age differences reflect on employee engagement levels.

This notion is further elaborated later on (see Figure 1
for greater detail of the proposed model).

Intrinsic Motivation
Work motivation is the employees "willingness to

direct their energy toward organizationally valued

behaviors and outcomes" (Barnes-Farrell & Matthews, 2007,
p. 150). Intrinsic motivation, as defined earlier arises

from engagement in activities due to the satisfaction that

is obtained from the activity itself (e.g., hobbies) in
the absence of extrinsic rewards (e.g., money). In
contrast, extrinsic motivation is found in the performance

of activities that lead to an external reward (Deci,

1972). Studies have simultaneously examined the
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relationship between intrinsic and extrinsic motivational

factors relative to work (Kacmar & Ferris, 1989;
Valentine, Valentine, & Dick, 1998) given that they are
not mutually exclusive. In a work setting, extrinsic

rewards, especially money next to other things, are the

gateway to an employee-employer relationship. Though, the
degree of pay may vary, one of the primary reasons for
seeking employment is to meet one's financial needs.

Intrinsic motivation on the other hand, may or may not be
present in the performance of the job. This is a critical

point to consider, given that intrinsic motivation affects
many organizational outcomes such as job performance,

satisfaction, productivity, and engagement.
Theoretical Background

Intrinsic motivation is rooted in Social
Determination Theory (SDT) which explores individual's

innate growth tendencies and psychological needs that
serve as the foundation of self-motivation (Baard, Deci, &

Ryan, 2004). According to SDT, there are three fundamental
needs that are essential for facilitating social
development and individual well-being: competence,

autonomy, and relatedness. It is suggested that factors
that promote need satisfaction increase intrinsic

motivation. In contrast, those that hinder need
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satisfaction reduce intrinsic motivation (Ryan & Deci,

2000). This implies that individuals who are competent in

their roles and experience autonomy and a sense of

relatedness to their organization are likely to be
intrinsically motivated.

Cognitive Evaluation Theory (CET), a sub-theory

within SDT, suggests that social environments can induce
or hinder intrinsic motivation (Ryan & Deci, 2000). CET

emphasizes the human need for competence and autonomy.
Social-contextual events such as intangible rewards and
positive performance feedback that facilitate feelings of

competence can increase intrinsic motivation; while
environmental events that undermine feelings of autonomy

or self-determined behavior such as tangible rewards, lack
of optimally challenging roles, and decision makings

powers can decrease intrinsic motivation (Ryan & Deci,
2000).

Intrinsic Motivation Relative to Age

Researchers have consistently found a positive
relationship between age and intrinsic motivation. That

is, as individuals age, the intrinsic components of their
j obs become more salient than the extrinsic factors.
Inceoglu, Sergers, Bartman, and Vloeberghs (2009) looked
at this relationship as a part of investigating the
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relationship between employee age and trait-like

motivational factors among 7,644 organizational members
from five European countries. In doing so, they

hypothesized that "with increasing age intrinsically

rewarding job features such as autonomy and flexibility
will become more motivating, whereas extrinsic rewards, in

particular career progression, will be less motivating"
(p. 160) . In general, it was found that older employees

were more motivated by the intrinsically rewarding

components of their jobs such as autonomy and personal

principles, while less intrigued by factors that were
mainly extrinsically rewarding such as competition and

progression. In simpler words, older workers are less
likely to seek career advancements and are more concerned

with their personal values while having a sense of control
over their decision-makings. Others have found that as

individuals move into their 50s and 60s, they place more
value on the interpersonal relationships they are

surrounded by, an intrinsic component, versus the

instrumental or extrinsic value of their jobs

(Barnes-Farrell & Matthews, 2007). Though studies clearly

identify the positive relationship between age and

intrinsic motivation, it is still unknown why older

workers value the intrinsic components of their jobs more
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so than younger employees? A number of studies have sought
to answer this question.

First, developmental aging is associated with a
gradual lessening of our expectations and aspirations

(Barnes-Farrell & Matthews, 2007) . Barnes-Farrell and
Matthews suggest that with age, individuals adjust their

standards from an idealistic to a more realistic
understanding. Therefore, they are more satisfied with

what they have which at an earlier point in their lives
may not have been so appealing. This could explain why

interpersonal relationships become more valuable; they

substitute for idealistic desires that are not

realistically available. From an employee perspective,
organizational support becomes a greater motive for older

workers as they promote feelings of security and
well-being (Caldwell, Herold, & Fedor, 2004).
Second, older workers focus on the "time left" and
are more concerned with obtaining affective rewards from

their social interactions (e.g., verbal recognition from
their supervisor) more so than instrumental rewards (e.g.,

a raise)

(Kanfer & Ackerman, 2004). In contrast, it can be

expected that younger workers who have not yet established
their lives seek extrinsic motives such as financial

security and career advancements , given that such rewards
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are likely to provide a greater source of security and

well being than intrinsically motivating components (e.g.,

interpersonal relationships).
A third explanation could arise from the fact that

older individuals generally possess greater work
experience and expertise and have advanced to higher
positions with their company. Such individuals are likely

to be drawn toward opportunities that would challenge
their existing knowledge and mastery skills versus
advancing to new positions. In support of this statement,

others argue that competitive work environment would be
less motivating to older employees if they have to

allocate much of their personal resources in order to
achieve outcomes; which due to "habituation effects" would
be less attractive than to younger workers (Inceoglu et

al., 2009). Finally, a reason why older employees place

greater importance on intrinsic values of their jobs more
than their younger counterparts is explained by the

"job-change hypothesis" which argues that over time,

individuals migrate to jobs that are a closer
representation of who they are and what they seek from

their occupations. Thus, choosing jobs that are more
intrinsically gratifying, whether it be an occupation of
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pure interest (e.g., being an artist) or one that is based
on interpersonal gains, becomes more salient over time.
As discussed earlier, Chalofsky and Krishna (2009)

state that a deeper level of intrinsic motivation is

meaningfulness. Further, they propose that unlike the
traditional assumption that the outcome or accomplishment

of a task leads to intrinsic motivation, it is in fact the
engagement of the task itself that causes one to be
intrinsically motivated. And in order for this state to be

present, the individual ought to find the work itself
meaningful. The article by Chalofsky and Krishna is the

first attempt in the research literature to present the
concepts of engagement, intrinsic motivation, and

meaningfulness in an integrated model. It is argued that
meaningfulness is the key ingredient to intrinsic
motivation that influences employee engagement levels.

What is meaningfulness and in what ways does it relate to
the concepts we have discussed so far?

Meaningfulness

Research in the organizational literature on the

topic of meaningfulness as a unique and coherent construct
has not yet been established. However, several studies
have referred to meaningfulness at work or meaning of work
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as a determinant of employee engagement and intrinsic
motivation. For example, the MOW international research

team (1987) conducted a study between 1978 to 1984 to

examine the meaning of work across 14,700 people in eight
different countries. They found that interesting work,
which was characterized as the ability to express one's

self at work,•was the second level of valued job outcomes
across all age groups, gender, and countries next to
financial security which was the first. Interesting work
was a part of the self-expression dimension characterized

by person-job fit, autonomy, and variety. Again these
dimensions are congruent with the factors that influence

intrinsic motivation, namely relatedness, autonomy, and

competence that were discussed earlier.
In support of the MOW findings, in an empirical study
examining spirituality in the workplace, Mitroff and
Denton (1999) asked participants to rank the contributors

of meaning in their work. Among the seven categories that
emerged, the top three were as follows: the ability to

realize their full potential as a person, being associated
with a good/ethical organization, and interesting work.

Leiter, Harvie, and Frizzell (1998) examined the
relationships between burnout, intentions to quit, and

meaningfulness of work among 711 hospital nurses based on
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staff job satisfaction surveys and patient satisfaction

surveys post discharge. The correlations among nurses'
scores and patient satisfaction ratings suggested that the
lack of meaningfulness of work was associated with
increased exhaustion, cynicism, and intentions to quit
while positively associated with professional efficacy.

Chalofsky (2003) conducted a literature review with
the aim of developing a construct for the meaning of work.

In doing so, three emerging themes were identified which
demonstrate that meaningful work requires an interplay
between the sense of self, sense of balance, and the work

itself. Chalofsky refers to meaningful work as an

inclusive state of being where employees express the
meaning and purpose of their lives by engaging in
activities that compromise their working hours. Sense of
self refers to bringing the whole self to the job

(cognitively, physically, and emotionally). This notion is

similar to Kahn's (1990) engagement theory which states
that engaged individuals are physically, cognitively, and

emotionally engaged in their task roles. The sense of self
according to Chalofsky also refers to an alignment between
our life and work purposes, an atmosphere of recognition
and growth, and a positive belief system for fulfilling

ones goals. This concept is in line with intrinsic
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motivation which represents a congruency between our
personal and professional values and interests
characterized by autonomy, relatedness, and competence.

Sense of balance is concerned with the time and effort

that is attributed to our personal as well as professional
lives characterized by the balance between personal,
spiritual, and work selves; and a balance between the
degree to which we give to ourselves and give to others.

Excess in any one area can be undesirable.
Finally, the work itself refers to the act of
performing, an atmosphere that promotes challenge,
creativity, autonomy, growth, and the opportunity to meet

■one's purpose through work. The act of performing

presented by Chalofsky (2003) is similar to
Csikszentmihalyi's (1990) state of flow and Chalofsky and

Krishna's (2009) deeper level of intrinsic motivation
(meaningfulness) where individuals gain satisfaction from
engaging in the performance of their tasks versus the end

result. Relevant to the current study, Chalofsky's

representation of meaningfulness is embedded in the
employee engagement and intrinsic motivational constructs

discussed earlier. More specifically, the sense of self

which is characterized by the extent of cognitive,

emotional, and physical presence on the job is analogous
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to Kahn's (1990) theory of employee engagement. Similarly,
the sense of balance and the work itself characterized by

concepts such as challenge, autonomy, interests, and

values are analogous to the characteristics of

Self-Determination Theory presented earlier that
identifies the presence of autonomy, challenge, and

relatedness as predictors of intrinsic motivation at work.
In simpler words, it can be implied that meaningfulness is
predictive of both intrinsic motivation and employee

engagement levels at work.
The Current Study
As it was presented in the preceding literature, age

trends of today's workforce are on the rise, leaving fewer

younger workers to take their place. Further, employee
engagement levels have decreased as a function of the
current downsizing practices, leading to negative job
outcomes with respect to job security, motivation levels,

turnover rates, productivity, and morale of surviving
employees. Therefore, business leaders are faced with

ongoing pressures of keeping an engaged workforce able to
survive the expected high demands of today's
organizations.
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The current study builds on the conceptual framework
of Chalofsky and Krishna (2009), which was the first

attempt in the research literature to examine the

relationship between intrinsic motivation, employee

engagement, and meaningfulness. Though they argue that

meaningfulness is the deeper level of intrinsic motivation
that influences employee engagement levels, the

relationship between these constructs are not
statistically evaluated. Thereby, the current study seeks

to examine the empirical relationship between employee

engagement, intrinsic motivation, and meaningfulness
relative to age. We also hope to offer valuable insights
which business leaders could use to influence engagement

levels of their employees, especially older ones, given
the age trends that are emerging in the upcoming years by
providing a more meaningful and intrinsically motivating

work environment.
Proposed Hypotheses
Chalofsky and Krishna (2009) have demonstrated that
intrinsically motivated individuals find meaning in their

jobs, and meaningfulness is an essential component of
employee engagement. Further, the emerging constructs of

meaningfulness (sense of self, sense of balance, and the
work itself) developed by Chalofsky (2003) are embedded in

31

the employee engagement and intrinsic motivational

constructs. More specifically, the sense of self
characterized by the extent of cognitive, emotional, and
physical presence on the job is analogous to Kahn's (1990)
theory of employee engagement. Similarly, the sense of

balance and the work itself characterized by concepts such
as challenge, autonomy, interests, and values are

analogous to the characteristics of Self-Determination
Theory which identifies the presence of autonomy,

challenge, and relatedness as predictors of intrinsic

motivation at work. Based on the nature of meaningfulness
as a necessary component of intrinsic motivation and
employee engagement (Chalofsky, 2003; Chalofsky & Krishna,

2009), it can be expected that intrinsic motivation and

engagement at ones j ob depend on the extent to which the

individual finds his/her job meaningful. Therefore, the
following hypotheses are made:
Hypothesis 1: Meaningfulness predicts intrinsic

motivation,. A positive relationship is expected:
individuals who find their jobs more meaningful

are likely to be more intrinsically motivated
Hypothesis 2: Meaningfulness predicts employee
engagement. A positive relationship is expected:
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employees who are find their j obs more
meaningful are likely to be more engaged

Chalofsky and Krishna (2009) state that

meaningfulness is a deeper level of intrinsic motivation

that predicts employee engagement levels. As it's been
previously demonstrated, engagement in an activity is

determined by the extent of emotional, physical, and
cognitive presence (Kahn, 1990). Thus, it focuses on the
process of performance which would expectedly produce

positive outcomes. Intrinsic motivation similarly is a,

function of the level of challenge, autonomy, and
enjoyment that is present in the performance of an
activity, which again is likely to produce desirable
outcomes. Thus, it can be stated those who are

intrinsically motivated are engaged in what they do.
Further, as Chalofsky and Krishna demonstrate,

intrinsically motivated individuals are more engaged given
that they find more meaning in their jobs in comparison to

those who are less intrinsically motivated, or are perhaps

extrinsically motivated. The current study, thus, seeks to
build on the work of Chalofsky and Krishna by
statistically examining the direct relationship between

intrinsic motivation and employee engagement. Hence, the
following hypothesis is made:
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Hypothesis 3: A positive relationship is expected
between intrinsic motivation and employee
engagement. More specifically, those who are

more intrinsically motivated are likely to be
more engaged

Finally, given that support is found for hypothesis
three, the importance of age on the strength of this
relationship is worth further analysis. Thus, when

intrinsic motivation is high, both younger and older
individuals are likely to find themselves engaged in what
they do. But how about when intrinsic motivation is low?

Studies have consistently shown that intrinsic values are
dominant in older versus younger employees (Barnes-Farrell
& Mathews, 2007; Inceoglu et al., 2009). One reason among

many that were discussed earlier is that extrinsically
rewarding job components are more attractive to younger

employees who have yet to establish themselves in their
career paths. Thus, it can be expected that when intrinsic
motivation is low, younger individuals would elicit lower

engagement levels than older employees; given that they

place less value on the intrinsic components of their job-.
We seek to expand on the preceding hypothesis and propose
that the relationship between intrinsic motivation and

employee engagement will vary as a function of age.
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Further, engagement levels are less likely to be affected
for older individuals when intrinsic motivational values
are low. Based on the preceding premises, the following

hypothesis is made:
Hypothesis 4: Age moderates the relationship between

intrinsic motivation and employee engagement.

Specifically, the level of employee engagement

will differ by age depending on the level of
intrinsic motivation.
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CHAPTER TWO
METHOD
Desired Sample

Specifying an adequate sample size for Structural
Equation Modeling (SEM) has been a challenge within the

research literature. Despite some general guidelines that
have been suggested by a number of authors, no concrete

method for identifying adequate sample size has been

established. Kline (1998) has suggested that having 10 to
20 participants per estimated parameter should yield a

sufficient sample. In the current study, 19 parameters
were present, indicating that we needed a minimum of 190
participants. This value appeared to be a convincing

sample size as also indicated by other studies. Klein's
(2005) revised guidelines suggests that sample sizes less
than 100 are considered small, those between 100-200 are

medium, and above 200 are considered large. Jackson (2001)
has suggested that when reliability of measures are low,

tendencies to use larger sample sizes are expected. This

notion is not of concern in the current study given that
the reliability of all the stated measures (Intrinsic

Motivation, Employee Engagement, and Meaningfulness)
exceeded 0.66. Finally, others have suggested that since
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small sample modeling requires more advanced statistical

methods, it would be unwise to use samples fewer than 200
participants when using SEM (Wetson, Gore, Chan, &

Catalano, 2008). Based on the stated findings, the goal of
the current study was to obtain a sample of 190 employees

(10 for each parameter) between the ages of 20-80, working

a minimum of 20 hours per week, and employed in various
organizations throughout the United States.

Sample Description

The sample consisted of 252 participants between the
ages of 18 to 69 with an average age of 39 (sd = 13.43).

Further, 33.2% of participants were 29 years old or
younger, 40.1% were between the ages of 30 and 44, and

26.7% were 45 or older. Age ranges were adopted from

McClure (2010) . The race/ethnicity of participants were

mainly white at 60.7%, followed by Hispanic (16.7%),
Middle Eastern (6%), Asian (5.6%), African American

(5.2%) , American Indian (.4%) , and other (5.2%) . Education
level of participants varied. Most held Masters degrees

(23.8%), followed by Bachelors (21.4%), some college
(19.4%), AA or vocational degrees (14.3%), PhD (13.5%),

high school (3.2%), professional degrees (MD/JD)

(2.4%),

and other (1.6%). The responses for "position held" found
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on the survey questionnaire were as follows: executive
(9.5%), manager (17.5%), supervisor (11.1%) ,

non-supervisor (38.9%), and other (22.6%). As can be seen

in Table 1, the "other" category has the second highest
percentage reported. One reason for this effect could be

due to the fact that the choices provided were not
descriptive of the jobs for almost one quarter of the

respondents; thus, leading to the "other" option as the

prime choice which allowed specification of one's
position. Finally, the average for the length of

employment was 8.4 years. Table 1 provides a more detailed

description of the demographic variables.
Measures

Employee Engagement
Employee engagement was measured using the Engagement

Survey developed by May et al.

(2004). The 13 items

produced by the authors were reflective of the three
components of engagement presented by Kahn (1990):
Emotional (4 items), Cognitive (4 items), and Physical
engagements (5 items). All items were based on a Likert
rating scale ranging from 1 = Strongly Disagree to
5 = Strongly Agree. Overall, as reported by May et al.

(2004) and found in our study, the instrument was found to
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Table 1. Summary of Demographic Variables

Gender
Male
Female

Frequency

Percent

75
177

29.8
70.2

Age
Under 30
Between 30-44
Over 44

82
99
66

33.2
40.1
26.7

Ethnicity
White
Hispanic
Middle Eastern
Asian
African American
American Indian
Other

153
42
15
14
13
1
13

60.7
16.7
6.0
5.6
5.2
.4
5.2

Education
PHD
Professional MD/JD
MA/MS
BA
AA or vocational
Some college
High School
Other

34
6
60
54
36
49
8
4

13.5
2.4
23.8
21.3
14.3
19.4
3.2
1.6

Position
Executive
Manager
Supervisor
Non-supervisor
Other

24
44
28
98
57

9.5
17.5
11.1
38.9
22.6

39

Mean

SD

38.87

13.43

Frequency
Tenure
Years
Months

Percent

Mean

SD

8.4
6.27

8.45
4.79

be. fairly reliable (a = .77 and a - .84, respectively).
Please refer to Appendix A for further details.
Intrinsic Motivation

The Work Preference Inventory (WPI) introduced by
Amabile, Hill, Hennessey, and Tighe (1994) was used as a
measure of intrinsic motivation. The WPI has been designed

as a direct and explicit measure of intrinsic and

extrinsic motivation of individuals towards what they do.
With respect to intrinsic motivation, it captures the

various elements of the self-determination theory that
were earlier discussed. These include the preference for

autonomy, competence, task involvement (relatedness) as
well as other aspects including curiosity (preference for

complexity) and level of enjoyment. A 4-point Likert
rating scale was used for all items ranging from 1 = never

or almost never true-for me, to 4 = always or almost

always true for me. Two versions were available: student
and adult. For the purposes of the current study, the

adult version was used given that most of our intended
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sample was focused on employees within the workforce and
less reliant on students as the target population. The
intrinsic motivation primary scale included 15 items that
were broken down to two sub-factors: Challenge (5 items)
and Enjoyment (10 items). These categories have emerged as

a result of a Principal-component factor analysis
(N = 1,055). The reliability for the adult primary as well

as sub-factors of the intrinsic motivation scale were
satisfactory (a = .75,

.73, and .67, respectively), as

indicated by the authors Test-retest reliabilities (post 6
months) were also satisfactory (a = .89,

.89, and .83,

respectively) . The alpha reliability coefficients for the

overall and subscales of intrinsic motivation as found in
the present study were as follows: overall (a = .66),

challenge (a = .77), and enjoyment (a = .55). Finally,
correlation of the WPI with several behavioral measures of
motivation largely supported the validity of this
instrument. Please refer to Appendix A for further

details.

Meaningfulness
Although no concrete measure of meaningfulness has
yet been established in the research literature, a

three-item scale of meaning has been identified by
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Spreitzer (1995) which was adopted for the purposes of the

current study. Moreover, the given scale is part of a
theory-based four-dimensional measure of empowerment which
the author sought to establish construct validity for. Two

of the three meaning items have been adopted by from Tymon

(1998) and one from Hackman and Oldham (1980). The
reliability for the three item meaning scale as reported

by Spreitzer and found in our analysis was fairly high

(a = .87 and a = .94, respectively). A 7-point Likert
rating scale was used for responses to all of the four
measures of empowerment including meaning. Please refer to

Appendix for detailed description of the items.

Procedure
Participants were recruited via email, in person

(using the snowball technique), and through various

internet based discussion boards such as yahoo.groups.com

(calgarys4Oplus with 727 members), groups.google.com
(BabyBoomers with 78 members), and Linkedin.
Surveys were distributed using Survey Monkey, an

online survey company used by over three million
individuals for various personal and/or professional

purposes. In addition to the electronic version, an

identical paper-pencil version of the survey
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questionnaires was established incase participants had
either no access to computers and/or were not computer

savvy. However, all responses were collected
electronically. A link was provided via email to access
the survey which began by presenting an informed consent

followed by the questionnaire items. Despite the survey
questions relative to the measures of interest,
participants were also asked to provide a variety of

demographic information such as age, sex, ethnicity, terms

of service, education level, and their relative position
within the company. Please refer to Appendix A for more

details of the demographic items. All participation was
voluntary.
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CHAPTER THREE
RESULTS

Data Screening
Prior to empirically testing the hypotheses,

meaningfulness, emotional engagement, cognitive
engagement, physical engagement, challenge, and enjoyment

were screened using various SPSS functions for missing

values, univariate and multivariate outliers, normality of
the sampling distributions, and multicollinearity/

singularity (please refer to Table 2 for means, standard

deviations, and skewness values). None of the variables
except for enjoyment had missing values above the 5%
criteria recommended by Tabachnik and Fidell (2007). The

meaningfulness scale (represented by three items),
cognitive engagement, and physical engagement each had

four missing values (1.6%), challenge had.five missing
values (2%), emotional engagement had 11 missing values
(4.4%), and enjoyment had 15 missing values (6%). The

statistical methods/programs used in the current study
account for missing values. More specifically, EQS which
is a Structural Equation Modeling software uses listwise

deletion and Sequential Multiple Regression via SPSS uses
pairwise deletion of missing data by default.
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Table 2. Means, Standard Deviations, Normality, and

Missing Values of Measured Variables

Variables

Mean

SD

Skewness
(z-value)

Meaningfulness

3.93

1.05

-5.5 (2.66)

1.6%

Intrinsic Motivation
Challenge
Enj oyment

3.09
2.91

.48
.34

.44
2.15

2%
6%

Missing

Employee Engagement
1.6%
.75
. 63
Cognitive
3.11
-3.3 (1.03)
4.4%
Emotional
3.88
.71
1.6%
Physical
3.63
.75
-.48
Note: z-scores associated with square root transformations
are shown in parenthesis

As presented by Tabacknik and Fidell (2007), items
with z-scores above 3.29 are identified as outliers. No
univariate or multivariate outliers were identified for
any of the target variables. Using the criterion of

z = 3.3, p < .001, the distributions for meaningfulness
and emotional engagement were significantly skewed with

z-values of -5.5 and -3.3, respectively. Normality was
obtained using a square root transformation which resulted

in z-scores of 2.66 and 1.03, respectively (refer to Table
2). There was no evidence of multicollinearity as none of
the variables were correlated at or above the r = .90

criteria (Tabachnik & Fidell, 2007). The highest
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Table 3. Correlations among Predictor Model Variables for
Complete Data Set
Variables

1. Meaningfulness

12

3

4

5

6

.94

2. Cognitive Engagement

**
.44

3. Emotional Engagement

. 69
**

**
.54

4. Physical Engagement

**
.54

**
.54

**
.57

5. Challenge

**
.37

**
.17

**
.26

.65

.71
.71

. 37
**

.77

**
*
.16
.11
.11
. 11 . 19
.58
6. Enjoyment
Coefficient Alphas are shown in bold on the diagonal.
* p < .05, ** p < . 01

correlation noted was r - .69 (refer to Table 3 for the

associated correlation matrix).
Reliability

The reliabilities of the measured variables were also
examined through SPSS. The Cronbach's Alpha reliability
coefficient for employee engagement and its subscales were
relatively high: overall engagement (.84), cognitive

engagement (.65), emotional engagement (.71), and physical

engagement (.71). The meaningfulness scale, which was made
up of three items, had the highest reliability coefficient
(.94). The intrinsic motivation scale had an overall

reliability of .66. The reliability coefficient of
challenge and enjoyment subscales were .77 and .55,
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respectively. As recommended by the item-total statistics
for enjoyment, items 6, 7, and 11 were removed one by one

in subsequent runs in an attempt to increase the alpha
reliability. Removing these items resulted in a
reliability coefficient of .58

(refer to Table 3 for the

Alpha coefficient values).

Evaluation of Hypothesis
Hypothesis 1 through 3
A confirmatory factor analysis based on the obtained
data was conducted through EQS to examine the fit of the

hypothesized model which is presented in Figure 1, where
circles represent latent variables (factors) and

rectangles represent the measured variables. Absence of
lines connecting variables signify no hypothesized direct

effect. A three factor model was hypothesized:

meaningfulness with item 1 ("The work I do is very

important to me"), item 2 ("My job activities are
personally meaningful to me"), and item 3 ("The work I do
is meaningful to me") as indicators; intrinsic motivation

with challenge and enjoyment as indicators; and employee
engagement with emotional, cognitive, and physical

engagement as indicators. Intrinsic motivation was also
predicted from age; though as it is later illustrated,
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this path was not statistically significant and removed in
the modified model. Using SEM, three main hypotheses were

of interest: Does a significant relationship exist between
meaningfulness and intrinsic motivation (Hypothesis 1) and
between meaningfulness and employee engagement (Hypothesis

2); and whether a positive significant relationship exists
between intrinsic motivation and employee engagement

(Hypothesis 3).

Test of Structural Equation Modeling Assumptions
As it was earlier indicated, the assumptions
pertinent to missing values, outliers, and normality of
the distribution were met. This analysis used complete

cases only (N = 214). Multivariate normality was violated

based on Mardia's Normalized coefficient = 6.85, p < .001..
Thus, the model was estimated using the Robust Independent
Model Chi-Square. The determinant value produced by EQS

was bigger than zero (.59); indicating no evidence of
multicollinearity or singularity.

Measurement Model Estimation
The independence model which tests the hypothesis

that all measured variables are uncorrelated was rejected,
Robust %2 (36, N = 214) = 876.26, p < .05. Marginal

support was found for the hypothesized model; thus, the
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Satorra-Bentler Scaled Chi-Square was significant,
X2 (25, N = 214) = 87.65, p < .05, Robust CFI = .93,

RMSEA = .11 (please refer to Figure 1 for the original
estimated model).

The Wald and Lagrange Multiplier (LM) Tests were
examined in an attempt to improve the model. The path

predicting employee engagement {F3) from intrinsic
motivation (F2) was not significant (standardized
coefficient = .21, p > .05). The Wald Test suggested that
by dropping this path, the chi-square value would increase
by .96 points, p = .33. Similarly, looking at the original
model, though the path from age (VI) to intrinsic

motivation (F2) was significant (standardized

coefficient = .12, p < .05), the LM test strongly
suggested adding a path from age to meaningfulness (Fl),

which would drop the chi-square value by 36.92 points,
p < .05. When this path was added to the model, the path

predicting intrinsic motivation from age was no longer
significant. The model was thereby re-estimated with the
recommended changes. Support was found that Model 2 is a
better fit than Model 1, the Satorra-Bentler Scaled

Chi-Square associated with Model 2 was significant
X2 (24, N = 214) = 35.49, p < .05, Robust CFI = .986,
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RMSEA = .047. Please refer to Figure 2 for the modified
estimated model used and the accompanying coefficient

value.
Structural Model Estimation
The first factor, meaningfulness significantly

predicted item 2 (standardized coefficient = .93, p < .05)
and item 3 (standardized coefficient = .94, p < .05). The

path predicting item 1 from meaningfulness was fixed to
one to set the scale for the factor, the standardized

coefficient for this path was .88, p < .05. The second

factor, intrinsic motivation did not significantly predict

enjoyment (standardized coefficient = .23, p > .05). The

path predicting challenge from intrinsic motivation was
fixed to one to set the scale for this factor. The

standardized coefficient for this path was .64, p < .05.

The third factor, employee engagement, significantly

predicted emotional engagement (standardized
coefficient = .86, p < .05) and physical engagement

(standardized coefficient = .70, p < .05). The path

predicting cognitive engagement from employee engagement
was fixed to one to set the scale for this factor, the
standardized coefficient for this path was .65, p < .05.
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Emotional

Engagement

(.51)

V6

Cognitive
Engagement

(.76)

V5

Physical

Engagement

(.71)

V7

Note: Residuals for the measured and latent variables are found in parenthesis

Figure 2. Estimated Model: Relationship Between Intrinsic
Motivation, Meaningfulness, and Employee Engagement

Looking at the construct equations, support was found
for both our first and second hypothesis. As it was

hypothesized, meaningfulness significantly predicted

intrinsic motivation (standardized coefficient = .57,
p < .05), indicating that for every standardized unit

increase in the square root of meaningfulness, intrinsic
motivation would increase by .57 units in the context of
the model. Meaningfulness also significantly predicted

employee engagement levels (standardized
coefficient = .80, p < .05); providing support for our

second hypothesis. More specifically, for every
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standardized unit increase in the square root of

meaningfulness, we can expect employee engagement to
increase by .80 units in the context of the model.

Overall, 33% of the variance in intrinsic motivation and
64% of variance in employee engagement was explained by
how meaningful one finds his/her job. Finally, the path

predicting meaningfulness from age as recommended by the
post hoc Lagrange Multiplier Test in Model 1 was

significant (standardized coefficient = .46, p < .05),
which explained 21% of the variance in meaningfulness.

This relationship indicates that for every standardized
unit increase in age, job meaningfulness would increase by

.46 units in the context of the model (please refer to

Table 4. for the unstandardized, standardized coefficients,
and residuals of the estimated model).

Hypothesis 4
A sequential regression was conducted to address the
fourth hypothesis which predicted employee engagement from
age and intrinsic motivation. More specifically, it was

hypothesized that age would moderate the relationship
between intrinsic motivation and employee engagement such

that a stronger relationship would be expected for older
versus younger adults. Thus, age and intrinsic motivation
were entered first into the model followed by the
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Table 4. Unstandardized and Standardized Coefficients of
Model 2 Found in Figure 2
Parameter Estimate
(N = 214)

Unstandardized Standardized

Standardized
Residuals

Measurement Equations

=>
=>
=>
=>

1.00
*
*
1.09
*
1.06

.88
. 93
. 94

D
E
E
E

Intrinsic Motivation => F2
Challenge => V8
Enjoyment => V9

1.00
*
.20 n.s.

. 64
.23

D => .82
E => .77
E => .97

Employee Engagement => F3
Cognitive Engagement => V5
Emotional Engagement => V6
Physical Engagement => V7

1.00
*
*
1.22
*
1.08

.65
.86
.70

D
E
E
E

Meaningfulness => Fl
Item 1=> V2
Item 2=> V3
Item 3=> V4

=>
=>
=>
=>

.89
.48
.38
.33

.60
.76
.51
.71

Construct Equations

Age (VI)
Meaningfulness
Meaningfulness => Intrinsic Motivation
Meaningfulness => Employee Engagement
Note: x2 (24,
214) = 35.49, p < .05,
RMSEA = .047 n.s. = not significant
*p < .05

.45
*
.03
.57
.19
*
.80
*
.42
Robust CFI = .986,

interaction term (age X intrinsic motivation) which was
entered second into the model. Both independent variables

were centered prior to creating the interaction term given
that no meaningful zero was present in the dataset.

Test of Multiple Regression Assumptions
The assumptions for missing values, outliers, and
normality of variable distributions were met as indicated
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earlier. Examination of the residual scatter plots

provided a test of assumptions of normality, linearity,
and homoscedasticity. These assumptions were met as the

residuals were symmetrically scattered and fairly evenly
distributed around zero. Finally, examination of the

collinearity statistics revealed no evidence for
multicollinearity as the Tolerance values were close to 1

(lowest value = 9.66) and the VIF values were less than 6.

(largest value = 1.035), as recommended by Keith (2006).
Multiple Regression Results

Results from the sequential regression indicated that

employee engagement can be significantly predicted from
both intrinsic motivation and age, Multiple R = .469,
R square = .220, Adjusted R square = .209,

F (3, 213) = 20.05, p < .05. The unstandardized regression
coefficients showed that intrinsic motivation and age were
significantly different from zero. As it was indicated in
our original hypothesized model (Model 1), the path

predicting employee engagement from intrinsic motivation
(our third hypothesis) was not significant and thereby

deleted in the subsequent model (Model 2) to improve model
fit. One explanation for this lack of relationship could
be due to the explained variance in engagement by
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meaningfulness. By looking at the standardized solution in

EQS, meaningfulness explained 64% of the variance in
employee engagement, leaving less than one third of
unexplained variance in engagement. This limitation was
accounted for when examining the fourth hypothesis through

sequential regression. More specifically and in support of
our third hypothesis, for every standardized unit increase

in intrinsic motivation (sd = .32), employee engagement
can be expected to increase by .15 units in a model that

also contains employee age and the interaction between age
and intrinsic motivation, t (213) = 3.86, p < .05.

Employee engagement could also be predicted from age.
Hence, with every standardized unit increase in age
(sd - 13.43), employee engagement can be expected to

increase by .22 units in a model that also contains

intrinsic motivation and the interaction term,
t (213) = 5.68, p < .05. Please refer to Table 5 for a

summary of the sequential regression results.
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Table 5. Sequential Multiple Regression of Age and

Intrinsic Motivation (IM) on Employee Engagement (EE)
Variable
(N = 217)

. IM

EE (DV)

B

SE B

P

*
.18

*
.39

*
.21

.04

.34

*
.30

*
.15

.04

.24

Age

*
.22

.04

.35

IM

*
.15

.04

.24

Age X IM

*
.08

.04

.13

*
3.54

.04

Age

Step 1
Age
IM

Step 2

Intercept

Means

38.87

3.0

3.54

R2 = .22
Adjusted R2 = .21

Standard
deviations
Note; * p < .05

13.43

.32

.62

R = .47
*
R square change = .017

In support of our fourth hypothesis, the interaction
term was also significant and explained an additional 1.7%

of the variance in employee engagement once age and
intrinsic motivation were taken into account,
F (1, 213) = 4.68, p < .05. Accordingly, the strength of
the relationship between intrinsic motivation and employee

engagement can be predicted from age. When intrinsic
motivation is low (one standard deviation below the

mean = 2.71), older individuals report higher engagement
levels (m = 3.62) than younger individuals (m = 3.02).
This mean difference (3.62 - 3.02 = .60) is more than
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twice as large, as when intrinsic motivation is one
standard deviation above the mean (3.90 - 3.62 = .28).

Thus, when intrinsic motivation levels are high (one
standard deviation above the mean = 3.31), older employees

report slightly higher engagement levels (m = 3.90) than
younger individuals (m = 3.62) in a model that also
contains age and intrinsic motivation, t (213) = 2.16,

p < .05. As can be seen in the graph in Figure 3, as

intrinsic motivation increases, age differences become

less apparent with respect, to employee engagement levels;
indicating that age plays a more prominent role in

influencing employee engagement when intrinsic motivation
is low. Please refer to Figure 3 for a detailed graph of
the interaction.
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Age by Intrinsic Motivation Interaction

Intrinsic Motivation

Note: lines represent the moderator (Age)
-1 = one standard deviation below the mean
0 = mean value
1 = one standard deviation above the mean______________________________________

Figure 3. Relationship of Employee Engagement and
Intrinsic Motivation as a Function of Age
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CHAPTER FOUR
DISCUSSION
Based on Chalfosky and Krishna's (2009) conceptual

framework provided earlier, the current study sought to

examine the relationship between meaningfulness, intrinsic
motivation, and employee engagement in an attempt to gain
a better understanding of how these variables influence
employee engagement levels at work. This focus was

especially highlighted for older individuals who will
embody a large percentage of the working population in
coming years. As it was previously mentioned, the recent

downsizing and restructuring practices have led to a great
deal of cynicism, lack of motivation, decreased job

satisfaction, and increased turnover in surviving
employees (Baruch & Hind, 1999; Cartwright & Holmes, 2006;
Weaver, 2009) . Therefore, understanding how to keep an
engaged workforce especially during times of economic
hardship would benefit organizational outcomes in many
ways such as maintaining employee's satisfaction and

performance. In this section, results of the current study

based on the hypothesized framework presented in Figure 2
will be interpreted along with relative implications,

limitations, and potential directions for future research.
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Meaningfulness as An Underlying Mechanism

As it was established using a confirmatory factor
analysis, meaningfulness was a predictor of both intrinsic
motivation and employee engagement. A significant positive
relationship was found indicating that how meaningful one

finds his/her job can influence their intrinsic motivation
and employee engagement levels. Our results provides

statistical evidence for the conceptual framework

presented by Chalofsky and Krishna (2009), which proposed
that meaningfulness is a deeper level of intrinsic

motivation that influences engagement. Our results also

provide support for Chalofsky's (2003) attempt to develop
a construct for the meaning of work. In his study,

meaningful work was described as an interplay between
sense of self, sense of balance, and the work itself.

Pertinent to our findings, Chalofsky's representation of
meaningfulness is embedded in both employee engagement and
intrinsic motivation. Thus, sense of self characterized by
cognitive, emotional, and physical presence on the job

(found as indicator of engagement on the right side of

Figure 2) is analogous to the components of engagement
illustrated by Kahn's (1990) theory of engagement.

Similarly, sense of balance and the work itself are

characterized by feelings of autonomy, challenge, and
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relatedness that are associated with intrinsic motivation

components as indicated by the Self Determination Theory
(Baard, Deci, & Ryan, 2004). Collectively, and in support
of previous research, it can be implied that

meaningfulness is an underlying mechanism and predictor of
intrinsic motivation and employee engagement at work. As
suggested by Lips-Wiersma and Morris (2009), organizations
should try to understand their employees' "subjective

experience of meaningful work" (p. 509). Further, given
the lack of empirical studies on the topic of work

meaningfulness, the current finding paves the way for

future researchers to examine the statistical
relationships of meaningfulness with other organizational

variables such as job satisfaction, turnover rates,
organizational tenure, and stewardship.

The estimated model also revealed that unlike
expected, age was not a predictor of intrinsic motivation
(please refer to Figure 1 and 2 for the hypothesized and
estimated Models, respectively). As- earlier discussed, the

relationship between intrinsic motivation and age is- well

established in the research literature (Inceoglu et al.,

2009; Barnes-Farrell & Matthews, 2007; and Kanfer &
Ackerman, 2004), indicating that as individuals age, they

tend to value the intrinsic components of their job such

6.1

as autonomy and interpersonal relationships more than the
extrinsic values including career advancements and greater
pay. Our results did not support previous research as this

relationship failed to reach statistical significance. One
reason for this lack of support could be due to the method

that was used to measure intrinsic motivation. For
example, in examining age differences in work motivation,

Inceoglu et al.

(2009) used the SHL Motivation

Questionnaire, a self report measure that asked

participants to rate various statements as to how it would
affect their motivation to work. Examples, included "being
required to help others" (relatedness) or "having

challenges to overcome" (challenge or achievement). The
assessment of intrinsic motivation in the current study
however was designed to measure the extent to which

individual's perceive themselves to be intrinsically

motivated toward what they do, not on the job per se;
placing less focus on the work context as intended.
Thereby, it can be implied that how intrinsic motivation

is assessed through different measures can affect
interpretation, outcome, and generalizability of results.

Post hoc analysis revealed that age was in fact a

better predictor of meaningfulnes^s; implying that older
individuals find their jobs more meaningful. Though this
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relationship was not hypothesized due to a lack of theory

based research on meaningfulness and it's relationship to
age, it complements our findings as we intended to better

understand how to engage an older workforce. From a
logical perspective, one reason for this positive
relationship can be due to the fact that overtime, older

individuals tend to advance to their career paths of
choice and thus find their jobs more meaningful. It was

earlier demonstrated that meaningfulness is a predictor of
both intrinsic motivation and employee engagement;
thereby, it can be expected that older employees who find
their jobs more meaningful would be more engaged.

According to Thomas (2009), there are four intrinsic
rewards that drive employee engagement. These rewards
include meaningfulness, choice, competence, and progress.

Meaningfulness in this case is described as a feeling

associated with being on the right path representative of
one's valuable time, energy, missions, and purpose. Based

on this understanding, it can be assumed that older

individuals are likely to have settled in their career
path of choice through the progression of time and
experience, and thereby find more meaning in their jobs.

And meaningfulness as an intrinsic reward experienced by
older individuals would produce higher engagement levels.
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It is important to mention however, that the significance

of this relationship is. in the context of the

meaningfulness measure used in this study. Meaningfulness
has recently gained popularity in the research literature,

but an established measure of this construct is still

lacking, and thereby limiting the generalizability of our

findings.
Intrinsic Motivation and Employee Engagement

Also, confirmatory factor analysis, the hypothesized
relationship between intrinsic motivation and employee

engagement was not supported. Lack of significance of this
relationship indicates that intrinsic motivation does not.

predict how engaged one is on their job.

As previously mentioned, one reason for this lack of
support could be due to the percentage of explained
variance in employee engagement by meaningfulness (64%).

With less than one third of unexplained variance in
engagement once taking meaningfulness into account, it can

be expected that the relationship between intrinsic
motivation and employee engagement would be more difficult

to detect. This limitation was eliminated when examining
the fourth hypothesis through sequential regression, where

the main effect of employee engagement predicted by
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intrinsic motivation was significant, indicating that
those who find their jobs more intrinsically motivating
are likely to be more engaged. Our results are in line

with recent literature which highlights the importance of
job resources as an intrinsic motivational component that

leads to higher engagement. More specifically, Spreitzer,
Lam, and Fritz (2010) convey that high job demands such as
time pressure, insecurity and work overload are associated

with lower engagement or disengagement while availability
of job resources including social support and performance

feedback increase engagement levels. As indicated by

Schaufeli and Bakker (2004), job resources satisfy
intrinsic motivation by fostering growth, learning, and
development which in turn leads to greater employee

engagement.
Another reason why the relationship between intrinsic

motivation and engagement was not significant as indicated

by the confirmatory factor analysis may be associated with
the scale that was used to measure intrinsic motivation.
The intrinsic motivation scale from WPI that was used for
the purposes of the current study consists of two

subscales, enjoyment (10 items) and challenge (5 items).

Enjoyment as an indicator of intrinsic motivation was
insignificant and low in reliability (alpha
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coefficient = .58). Consequently, this measure may not
have been as representative of the intrinsic motivation

construct as intended. Future research should aim at
testing the direct relationship between intrinsic

motivation and employee engagement by using a more

reliable and direct measure of intrinsic motivation at
work.

Age as a Moderator
Using sequential multiple regression, support was

found for the moderating nature of age on the relationship

between intrinsic motivation and employee engagement. More

specifically, low intrinsic motivation had a stronger
negative impact on younger individual's engagement levels
than older ones. In other words, older employees portrayed

higher engagement levels regardless of the magnitude of
intrinsic motivation. In support of our findings, a recent
study by McClure (2010) found a positive relationship

between age and engagement, indicating that older workers

were more engaged tan ^younger workers. Further, the

differences in engagement between the varying age groups
were also significant (29 years or below/ 30-44/ and 45
and older). Based on these findings, it can be implied
that with the emerging age trends described earlier,
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having an older workforce with respect to employee

engagement looks more promising; regardless of the
magnitude of intrinsic motivation that may be present on

the job. However, the downfall is that engagement levels
of current and emerging younger employees are at risk

based on how intrinsically motivating they find their
jobs. This is an important point to consider given that

lack of employee engagement is associated with lower
profitability, productivity levels, customer satisfaction,
*
loyalty, and turnover rates (Gallup Organization, 2006;

Harter, Schmidt & Hayes, 2002; and Saks, 2006); all of

which can negatively effect the bottom line. Future
research should focus on the extent to which the various

components of employee engagement (cognitive, emotional,
and physical engagement) and intrinsic motivation

(challenge and enjoyment) vary with age and/or are
influenced by the moderating effect of age.
Current age trends indicate that the number of older
employees in the workforce is on the rise, leaving fewer

younger workers to take their place. This may be a new
concept to many organizations as they would require taking
an active role in changing their existing initiatives with

respect to hiring, training, motivating, and retaining of
older employees. Another issue has been the current
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downsizing practices which have led to many work related •

consequences including the decline of employee engagement

levels (Bates, 2004; Kowalski, 2003). As previously
stated, disengaged employees cost US organizations an
estimated 300 billion dollars per year in lost

productivity (Fleming, Coffman, & Harter, 2005).
Therefore, identifying and understanding employee

engagement and how it can be influenced is beneficial to
business leaders and organizational researchers alike. The
potential implications of our proposed hypotheses deepens
this understanding and proposes the assessment of

meaningfulness and intrinsic motivation as predictors of
employee engagement levels at work.
Theoretical Implications

As previously mentioned, the goal of the current
study was to build on the conceptual framework presented

by Chalofsky and Krishna (2009) which is the first attempt
in the research literature to explore the underlying
relationships between employee engagement, intrinsic
motivation, and meaningfulness. It was stated that

meaningfulness is a deeper level of intrinsic motivation
that influences employee engagement levels; however, these

underlying relationships were not empirically supported.
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The significance of our findings strengthens this

conceptual framework by providing statistical evidence for

meaningfulness as a predictor of intrinsic motivation and
employee engagement,. In support of our findings,
Lips-Wiersma and Morris (2009) examined the various

domains in the humanities through action research in order

to identify constituents of meaningful work. An
implication of their study was that meaningful work is a
basic human need that leads to engagement in work by

addressing the question of "why are we here?" They further

suggest that meaning making is an intrinsic process
emerging from the collective being of organizational

members.

The current study also contributes to widening the

narrow research on meaningfulness and employee engagement
as organizational constructs. Though a comprehensive

measure of meaningfulness based on empirical studies has
not been established, the findings of the current study

contribute to the paucity of research on the topic of

meaningfulness in organizational literature. Similarly,
research on employee engagement as an organizational

construct has been mainly presented in practitioner
journals. Thus, the current study also contributes to
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research on employee engagement within the academic
literature.

With respect to the current age trends in the
workforce, our findings introduce how age differences play

a role on the relationship between intrinsic motivation
and employee engagement. In doing so, we also fill the

existing gap on the contradictory findings on the
relationship between employee engagement and age (James et

al., 2007; Pitt-Catsouphes & Matz-Costa, 2008; Robinson et

al., 2004). In line with more recent findings (McClure,
2010) we demonstrate that older workers engagement levels

are less influenced by the presence of intrinsic

motivational work values. In contrast, younger employees
engagement levels are more affected by low intrinsic
motivation. From an organizational perspective, this is an

important issue to consider, specially in hiring
practices. Thus, when hiring younger employees for
positions that require a great level of engagement, lack
of intrinsic motivational work components can be
detrimental to performance on the job. Therefore, a

greater focus on enhancing younger workers' intrinsic
motivation should be considered in organizational

initiatives; a phenomenon that has not gained much
attention thus far by business leaders.
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According to Ryan and Deci (2000), the pioneers of
intrinsic motivation, "maintenance and enhancement of this
inherent propensity requires supportive conditions, as it
can be fairly readily disrupted by various non-supportive

conditions" (p. 70). Some suggestions for promoting

employee intrinsic motivation, especially among younger
employees as our findings suggest, have been offered by
Barnes-Farrell and Mathews (2007). These interventions

include providing opportunities for high-quality social
interactions and managerial support (promoting
relatedness), regular exposure to mastery experiences

through challenging assignments (promoting competence),

and finally providing flexible work arrangements
(promoting a sense of autonomy).

Applied Implications

From an organizational perspective, the most salient
contribution of the current study would benefit business

leaders by providing an understanding of how employee
engagement levels can be influenced. Alignment of similar
values and interests with that of the organizations can

influence employee engagement levels. Colvin and Boswell
(2007) have described the importance of intrinsically

motivating work values through the concept of interest
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alignment, which is defined as the alliance between the
employees' interest with that of the organization, its
strategies, and goals. Interest in this case is examined

from both an extrinsic and intrinsic standpoint. They

argue that employees would experience interest alignment

with organizational strategies and goals despite extrinsic
benefits as long as they find the organizational outcome
to be of intrinsic value to them. In other words, when
one's values and interests are in line with that of the

organization, greater engagement in organizational

strategies and goals can be expected. As our findings
illustrate, fostering intrinsic motivation is especially

critical among younger employees who are subject to lower

engagement levels.
Finally the findings of the current study contribute

to employee engagement levels relative to organizational

functioning that go beyond that of task performance.

Kanfer and Ackerman (2004) have found that training
motivation declines as a function of age. One reason as

stated by the authors is that older individuals are less
intrigued by novel situations and are open to scenarios

that build on their existing knowledge. It is suggested
that training initiatives that build on existing knowledge
and mastery skills (which are intrinsic work components)
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would be more welcoming to older employees; implying that
situations which provide a sense of competence, a
necessary component of intrinsic motivation, can enhance
engagement in training for those activities.

Resistance and cynicism toward organizational change
is another fundamental issue that has raised much concern
among practitioners and academic researchers. Caldwell et

al.

(2004) found that younger individuals portray more

favorable characteristics of change processes than older
employees. Thus, the findings of our study can shed light

on the importance of incorporating intrinsically
motivating strategies in change initiatives as a tool to

induce engagement of older workers resistance towards

change. For example, change that does not threaten one's
sense of autonomy by allowing decision-making and
flexibility can reduce resistance.
Taken together, the findings of the current study

highlights the importance of intrinsic motivational

strategies as a way of enhancing employees' engagement
levels by allowing individuals to express themselves

emotionally, physically, and cognitively in their role
performances (Kahn, 1990) . Further, the association of
meaningfulness with employee engagement and intrinsic
motivation provides human resource development
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practitioners and managers with an understanding that can

be utilized to increase employee satisfaction,
fulfillment, and loyalty to the organization. As a result,
organizational productivity, retention, and sustainability

may be enhanced, and individuals will feel good' about
their work and how it affects their lives.

Limitations

There are several limitations in the current study
that need to be addressed. First, the intrinsic motivation

measure that was used for our purposes may have failed to
assess work intrinsic motivation. Second, the novel nature

of meaningfulness within organizational literature and the

lack of an established measure limits generalization of
our findings. Third, our analysis was based on self-report

measures, which is subject to social desirability and
random response biases. Finally, gender was not evenly

distributed in our sample, which narrows generalizability
of our results. These limitations will be elaborated and
addressed below.

The Work Preference Inventory (WPI) adopted from
Amabile et al.

(1994) was used to assess participants'

intrinsic motivational levels. However, it is important to
mention that as indicated by the authors, the WPI was
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designed to measure the extent to which individual's

perceive themselves to be intrinsically motivated toward

what they do (Amabile et al., 1994). On one hand,
perceptions of intrinsic motivational factors are

different than the existence of intrinsic motivational

factors on the job. On the other hand, the portion of the
WPI which was used in the current study in order to
measure intrinsic motivation applied to everyday
encounters versus a direct measure of intrinsic

motivational factors as they occur at work. These
distinctions were not taken into account in this study and
thereby, the WPI may have limited our results given that
the purpose of the current study was to measure the extent

at which the presence of intrinsic motivation factors on
the j ob influence engagement levels of a working

population.

The second limitation of the current study is with
respect to the meaningfulness scale adopted from Spreitzer

(1995). Though the reliability of this measure was fairly
high as reported by the author and based on our data (.87
and .94, respectively), this scale does not represent a

concrete measure of meaningfulness. The three items used
for the purposes of Spreitzer's study were adopted in

segments from Tymon (1998) and Hackman and Oldman (1980).
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Moreover, most studies conducted on meaningfulness are

conceptual in nature, or in other words non-empirical.

Limitation of an established body of literature on this
topic narrows the generalizability of our findings. What
has been established thus far with regard to the topic of

meaningfulness as an organizational construct requires a
greater institution of theory-based research.
Third, though a self report measure was desired for
the purposes of the current study, this method of data

collection is subject to response biases including social

desirability motives and random or careless responding. In
survey questionnaires, social desirability response bias
occurs when the individual responds in ways that would be

socially appealing, despite their true characteristics or

thoughts (Furr & Bacharach, 2008). When this effect is
done without conscience intent and due to an unrealistic

positive self-view, it is referred to as self-deceptive
enhancement (SDE)

(Paulhus, 1991). For example in the

current study, items such as "I put my heart out in my

job" (engagement scale) and "I prefer to figure things out
myself" (intrinsic motivation scale) may have been subject

to SDE. Furr and Bacharach (2008) state that social
desirability bias is a function of test content, test
context, or respondent's personality. The later source of
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bias is most relevant to our purposes, given that the

survey used in the present study was completely anonymous
and completed in non-laboratory settings. Unfortunately,
the personality and motives to engage in SDE are difficult

to control and thereby a potential threat to the

generalizability of our results.

A second form of bias that is more informal in nature

is random responding. This type of bias usually occurs due
to carelessness or lack of motivation on behalf of the
participants (Furr & Bacharach, 2008). In our study, only
an unknown portion of responses were based on incentives.

These cases included CSUSB student's who obtained a one
point course credit for completing our survey. Even for
these individuals, one point may not be a sufficient

motivational incentive. The remainder of respondents
participated in our study without receiving any type of
incentive. Therefore, missing values (no response) and/or
careless responding can be expected when a lack of

motivation or adequate incentives are present.

Finally, it is important to address the lack of male
representation of our sample. More than 70% of

participants who took part in our study were women

(n = 177) compared to less than 30% men (n = 75).
Consequently, the results of the current study may be less
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generalizable to male dominated populations. Studies have
shown that women are engaged by different means than men.

For example, Meier, Mastracci, and Wilson (2006) looked at

emotional labor as a female dominated trait that leads to
organizational success. Emotional labor is defined as the

"projection of feelings and emotions needed to gain the
cooperation of clients or coworkers" (p. 899). They found
that organizations with more women have greater member

interactions, more job satisfaction, and a higher overall
organizational performance. Thus it can be expected that
women would express more emotionally on the job (emotional
engagement) than men. As can be seen in Figure 2, employee
engagement has the strongest relationship with emotional

engagement compared to cognitive and physical engagements.

Hence, this could be due to the high percentage of female
participants. A more evenly distributed representation of

gender may have changed the strength of the relationship
between employee engagement and its' predictors
(emotional, cognitive, and physical engagement). Thus, it

would be interesting for future research to examine how
emotional, cognitive, and physical engagements differ as a

function of gender and how these differences translate to
organizational performance and success.
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Future Directions

As noted by McClure (2010), work engagement is not
based on the notion of "one-size fits all". Organizations
wishing to boost work engagement among their employees

must be willing to tailor programs that would address the
needs of such groups, especially with regard to age
differences as it pertains to the current study. Future

research should examine whether age differences exist in
emotional, cognitive, and physical engagement. For

example, given the natural decline of cognitive
functioning with age (Kanfer & Ackerman, 2004), are older

employees subject to lower cognitive engagement than

younger employees? Similarly, given the established
literature on the value of interpersonal relationships to
older employees, would older individuals be more

emotionally engaged than their younger employees?
Identifying these differences can help organizations in
their recruitment practices based on the target job and
the type of engagement that is required for successful

performance.

Maintaining an engaged workforce is critical in

today's high demand organizations, especially given the
recent layoffs which has had a tremendous effect on
employees' insecurity and cynicism. Sonnetag, Dormann, and
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Dermouti (2010) have found that employee engagement is

situation specific. Some situations may require that

employees be particularly more engaged than others. This
may be the case when attracting a new client for a job or

when making critical decisions on a project. These
instances are referred to as state work engagement (SWE)
as presented by Sonnetag et al.

(2010). Therefore, future

research should aim at examining the relationship between

employee engagement and intrinsic motivation within
organizations. Assessing direct measures of intrinsic

motivation and engagement is likely to produce more

valuable results. Hence, utilizing various data collection
methods through observation, interviews, and survey

questionnaires would provide a more realistic

understanding of how these variables interact and thereby
provide greater generalizability of findings.

Finally, lack of theory based research on job
meaningfulness calls for more attention by scholars.

Finding meaning in what we do is a basic human need
(Lips-Wiersma & Morris, 2009). As our findings indicated
and from a logical perspective, when one finds his/her job

meaningful, greater motivation and engagement can be
expected in their performances. A greater body of research
is necessary in order to establish meaningfulness as a
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concrete construct. Given an established measure of
meaningfulness, researchers would be able to examine the

relationship between meaningfulness and other
organizational constructs such as turnover, loyalty,

tenure, and citizenship behaviors. According to

Lips-Wiersma and Morris (2009), individuals have an
'intrinsic will for meaning' and thereby understanding the

subjective views of employees on meaningfulness is more

critical than managing meaning. Based on a conceptual
action research on the humanistic theories of
meaningfulness, they have identified four sources of

meaningful work which includes developing and becoming
self, unity with others, serving others, and expressing
self. It would be interesting to examine how these sources

predict engagement and influence intrinsic motivation at
work.
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APPENDIX A

INFORMED CONSENT
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CALIFORNIA STATE UNIVERSITY

SAN BERNARDINO
College of Social and Behavioral Sciences

Department of Psychology

INFORMED CONSENT
You are invited to participate in a study designed to investigate employee engagement levels.
This study is being conducted by Negin Kordbacheh under the supervision of Dr. Kenneth
Shultz, Professor of Psychology at the California State University, San Bernardino. This study
has been approved by the Department of Psychology Institutional Review Board
Sub-Committee of the California State University, San Bernardino, and a copy of the official'
Psychology IRB stamp of approval appears on the bottom of this page.
In this study you will be asked to respond to 31 survey questions regarding the level of
engagement, motivation, and meaningfulness that you experience at your current job.
Demographic variables such as ethnicity, terms of service, education level, and current position
will also be required for description purposes only. The survey should take approximately 15 to
20 minutes to complete. All of your responses will be held in the strictest of confidence by the
researchers. Since no identifying information is collected on the survey, all your responses will
be completely anonymous. All data will be collected at an individual level. Summary results of
this study will be available from Dr. Shultz (909-537-5484) after July of 2010.

Your participation in this study is completely voluntary. You are free not to answer any
questions and withdraw at any time during this study without penalty. This study involves no
risk beyond those of everyday life, nor any direct benefits to you as an individual. When you
have completed the survey, you will receive a debriefing statement describing the study in more
detail. To ensure the validity of the study we ask that you not discuss this study with other
participants.

If you have any questions or concerns about this study, please feel free to contact Professor Ken
Shultz at (909) 537-5484 or via email at kshultz@csusb.edu.
By continuing on to the next page, I acknowledge that I have been informed of and that I
understand the nature and purpose of this study, that Ifreely consent to participate, and that at
the conclusion of the study, I may askfor additional explanation regarding the study. I also
acknowledge that I am at least 18 years ofage.
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APPENDIX B

MEASURES USED
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Employee Engagement Measure
(May et al., 2004)
Responses to the 13 item engagement questionnaire will be based on a 5-point Likert
Scale:

1- Strongly Disagree
2- Disagree

3- Neutral
4- Agree

5- Strongly Agree

Cognitive Engagement
1) Performing my job is so absorbing that I forget about everything else.
2) I often think about other things when performing my job. (R)
3) I am rarely distracted when performing my job.
4) Time passes quickly when I perform my job.

Emotional Engagement
5) I really put my heart into my job.
6) I get excited when I perform well on my job.
7) I often feel emotionally detached from my job. (R)
8) My own feelings are affected by how well I perform my job.

Physical Engagement
9) I exert a lot of energy performing my job.

10) I stay until my job is done.
11) 1 avoid working overtime whenever possible. (R)
12) I take work home to do.

13) I avoid working too hard. (R)

R = Reversed coding
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Intrinsic Motivation Measure
(Amabile et al., 1994)
Responses to the 15 item intrinsic motivation measure that is made up of two
emerging subscales (Challenge and Enjoyment) will be based on the following Likert
Scale:

1- Never or almost never true for me
2- Not true for me
3- True for me
4- Always or almost always true for me

Challenge
1) 1 enjoy tackling problems that are completely new to me.
2) I enjoy trying to solve complex problems.
3) The more difficult the problem, the more I enjoy trying to solve it.

4) I want my work to provide me with opportunities for increasing my
j

knowledge and skills.
5) Curiosity is the driving force behind much of what I do.

Enjoyment
6) I want to find out how good I really can be at my work.

2L

7) I prefer to figure things out for myself.
8) What matters most to me is enjoying what I do.
9) It is important for me to have an outlet for self-expression.

10) I prefer work I know I can do well over work that stretches my abilities.
(R)
11) No matter what the outcome of a project, I am satisfied if I feel I gained a
new experience.
12) I am more comfortable when I can set my own goals.

13) I enjoy doing work that is so absorbing that I forgot about everything else.
14) It is important for me to be able to do what I most enjoy.
15) I enjoy relatively simple, straightforward tasks. (R)

R = Reversed coding
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Meaningfulness Measure
(Spreitzer, 1995)

Responses to the meaningfulness items that follow will be based on a the following
Likert Scale:

1- Strongly Disagree
2- Disagree
3- Neutral
4- Agree

5- Strongly Agree

Items
1) The work I do is very important to me.
2) My job activities are personally meaningful to me.
3) The work I do is meaningful to me.
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Demographic Items
Responses to the following demographic information will all be based on forced
choice where participants will be asked to circle or check one of the stated choices
except for Age and Position within the Company. Responses to the later items will be
open-ended

Gender:
Male

Female

Ethnicity:
Asian African
American/Black
White/Caucasian
Middle Eastern

American Indian
Hispanic/Latino
Other

Terms ofService:
Based on the following options, please indicate the length of time that you have
been working with your current employer.
Years______

Months_____

Education Level:
Please choose the option that best describes your education level

Less than High School
High School Diploma
Some College
Associate or Vocational Degree
Bachelors
Master’s (MA/MS)
Professional degree (MD, JD)
PHD

Current Position
Please describe your current position with your employer:

Non-Supervisor
Supervisor
Manager
Executive
Other (please Specify):
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